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U
¥r. Acheson:

I submit herewlith & report on certein
organizetional matters of current interest and
importence for the purposes of your discussions
with the Secretary upon his return:

{A) General.

In the early part of September I submitted
to the Secretary of Stete a rewrlitten version of
the Bureau of the Budget's recommendetions on
recorganizetion. This verslion included my own
views, which hsd been thoroughly dlscussed with
the Bureau of the Budget. The officers of the
Budget who had written the original report agreed
with me in most, although not all, of my revisions.
It was declded to consider this rewritten version
my report rether then their own., Attached to the
report was g memorandum recommending that the
Teport be considered a guide, a sort of genersl
voliey manual, for future siructural changes within
the Department. It was recommended thet not all
the messures in the report be effacted immedistely
but that they be picked out one by one, considered

separately, and instituted as the time and circumstances

Baemed eppropriate.
(B) 1Intelligencs.

Attached 1s a copy of a directive for Colonel
MeCormack, Special Agsistant to the Secretsry of
State for Research and Intelligence, which outlines
the progress that has been made, snd the future

plan for the development of a resesrch and intelligence

agency within the Department.
(C} Adminiatration,
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I rfeel very strongly thet the Office of
Departmentsl Adminiatration and the Office of the
Foreign Service should be merged, as recommended
by the Bureau of the Budget, and reorganized on a
functional basis. At present we have separate
peraonnel offices, separate budget offices, and
other separate offices for the Departmental and
Foreign Service ersas. These should be combined
in such a way that we would have one office to
handle all personnel, one to handle all budget
and fiscal matters, one to handle all administratlive
management and one to handle all central services,
In discussions which have taken plece betwesn
¥r. Acheson, other officers of the Depertment, and
myself, it has been decided that the wiser course
would bs not to place these administrstive offices
within the office of the S8ecretary of State, as
cutlined in the reorganizetion raport, but rather
to leave them under the Assistant Secretary for
Administration a8 now deslgnsted.

' There are numerocus problems attendant upon

this reature of the reorganization, especlelly since
most members of the Forelgn Service will oppose any
measures which deprives them of an exclusive
orgenization within the Departmental siructure.

The fect remsins, however, that the pressnt
orgenization is unsound. It is not productive

of harmony to have perallsl organizatlons working
in the same functionsl flelid.

In order thet the fuslon teks place with a
minimum of dislocetion and 111 feeling, I believe
thet the Asaistant Segretary for Administratlon
should create 8 reorganization board whose function
it would be to recommend successive steps of this
feature of the reorganlization. The board should
have both foreign and departmentel officers as
members, and representetion should be Department-
wide rather than limited to officers now serving
under the Assistant Secretary for Administration.

Under the administrative reorganization,
thare should be no amttempt &t this time to eliminste
suddenly the distinetion between Foreign Service and
Depertmentsl personnel; rather the affairs of the

two
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two services should be handled in jolnt offlices so
thast the breach exlisting between them can be narrowed
and so that policy matters pffecting the two services
can be as closely hermonized as pogsible. In this
aame connection, T have had the 0ffice of the Foreign
Service prepare a memorandum which proposes the
eventusl combinstion of Departmentasl personnel on

the officer level end Forelgn Service personnel.

Thils combinetion would take place gradually over a
period of about ten years, with the final result

that we should have s permanent Gtate Department
service, all of whose officers would he avallable

for duty both at home and abrosd. The only employees
of the Department who would not be members of this
service would be membera of a permanent Department
administrative service, consisting of experts on

such matters as personnel, budget, &t cetera.

This plan for eventusl combination of the
services has been drafted by the Foreign Service
alone, and nc Departmental view has been expressed
upon it. It should be turned over to the sdministrative
reorganization board for study along with the steps to
be taken Iin consclidating the administrative offices
of the Department.

The reorganizetion of the administretive offices
should not be effected untll the Budget for the next
Tiscal year has been compliled and submitited, since
that project is toc far slong at the present time
to have its basis of construection shaken up.

{D) Coordinating Machinery in the Secretary's
Qffice.

£t the pame time we discussed reorganization
ef the administrative offices under the Assistant
Secretary for adminlstration, Mr. Acheson, certeain
other officers of the Department and I egreed generally
that there should be established in the offices of the
Secretary and Under Secretery a coordinatiang agency.
The followling paregraphs which were Included in the
nemcrandum I submitied along with tlie rewritten re-
organlzetion plan are pertinent. When these puragraphs
were written 1t was anticipated that bheh the
edministrative and ccordinating functions would bae

centered
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centered in one office directly under the Under
Secretary. Slince it is now believed advissble for
the administrative offices %o remsin under the
Assliatant Secretary for Administration, these
paragraphs heve been somewhet smended as regards
designation, They refer to the functions of &
Daputy Under Secretary, who would be a coordinsting
officer only.

"The State Department 18 perhsps at 1lts weskest
in the fleld of coordination, I believe because no
indlividuel is &t present specificelly charged with the
‘reaponsibility for:

"{i} Seelng that sction is assipgned in the case
of each messege arriving in the Depesrtment or problem
arising in the Department.

"{2} Sesing that emch interested agency is
Informed of nernding problems, and eventuelly of
action teken on each problem.

(3} Checking action to make sure that it Is
taken, snd in e ressoneble time,

"{4) Assuring that neo problem is presented to
the Under Secretary and the Secretery except ufter all
interested parties have hed an opportunlity to express
thelr views.

"The rirst essentlal in achieving proper
coordination ia the establishment of an efficient
messegre center. Fach measapge received in the Code
Room should be immedietely hended to the message
center for reproduction. The Executive for ¥Yessage
Control, under the direct supervision of the Deputly
Uncer Secretery, should decide what organizetiocnal
unlt wlthlpo the Deporiment hes primery respousibility
for sction end should so Indicate this on the message.
Copies of the ressage should be Immedistely dispatched
to all Assigtant Secretarias, and Spoclel fssistants
heving secondary interaest. It then becormes the duty
of the /ssistent Secretary or Speclsl assistsnt %o
whom zction is assigned to inltliste work on the
problem presented and to check with 81l other
interested fmsistant Secrataries or Special fssistants
before taking actfion or before recommending a seclution
te the Under Secretary or the Secretary if this be

necessary.
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necessary. It should he the duty of the Executive
for Yessage Conirol to f£ix suspense dstes and to
follow through for the purpose of seelng that
prompt actlon 1s taken,

"p Turther function of the Deputy Under
Secretary and his functloneries, should be to
inspect every paper presented to the Under Secretary
and/or the Sscretary to make certain that the
essential coordination has been achieved, both
within and without the State Department. He
muat also mainteln & close check on oral decisions
of the Under Secretsrr &nd the Secretary with free
access to thelr offices for thls purpose., Once
policyr is nade, he becomes 1ts custodlan, in order
that he may keep rrom the Under Secretary and the
Secretary problems which he knows to have been
rebsolved in previous actlons by these officers.

"The Executive for Message Control should
maintain e dally log which presents a summary of
811 important incoming and outgolng nessages so
that the Under Secretary and the Secretary may be
fully informed ar to what business 18 being conducted
within the Depsrinent end who is responsible for the
action on euch item. Only 1f the Depuly Under
Secretary and his staff ere physlcally located
between the Secretary and ths Under Secretary, snd
only if they are taken Into the full conridence of
these officers, can he perform his function of
recording poliscy and protecting the Secretary and
the Under Secratary from having to give gonslideration
to nen-policy matters.

"Thus, in a sense, the Deputy Under Sacretary
standa betwcen the Secretary and the Under Secretary,
snd the fsslstant Secretaries and Speclasl Assistants.
e should not be a policy maker but rather a poliey
coordinetor. IHe should not attempt to influence
the actlons of the Assistant Secretarles and Speciel
Assigtants, but rather he should be fully fawiliar
with thelr activities. If two psssistant Secreturles
or Specisl issistanis come %o the Under Secretsry
with divergent viewsg the rasistent Secretary for
adninigtration should heve no suthority in respeot
to Ehe solution sdopted but should only be informed
on it.

’ *Through
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"Through firm refusal to refer to the
Secretery any matter which has not been fully
considered by all conecerned, he can contribute
largely to the establishment of a doctrine of
cross-coordination within and without the Depart-
ment which will give his superiors the benefits of
the broadest possible advice on all subjects which
come before him.”

A seperate paper on the detmils of the
establishment of s coordineting office undsr the
Deputy Under Secretary is now belng prepared.

{E] EBeonomie Affeirs.

¥r. Acheson end I have had some dlscussion
recarding a division of ¥r, Clavton's responslbilities
8o that there would be designated & separste Spescial
Assistant or Asaistant Secretary for Transportetion
and Communigationa. I understand that M¥r. Acheson
will discuss this with Mr. Clayton, In the meantime,
¥r, Clayton's office is in the process of absorbing
those parts of the Forsign Keonomie asdministration
and the Armr and Navy Liguidetlon Commission which
have heen trensrferred to it by Executive Order.

Mcelarthy
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